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ABSTPACT - C ‘ ' :
The school board's negotiatihg-team is all-important
ic the collective bargalnlng process, especially in light of the

“unity and organization of teacher association teams. Upper echelon
administrative personnel, not the board members themselves, should .
compose the board's negotiating team. A board inexperienced in
collective bargaining can hire a professional consultant/negotiator.
Middle management administrators, such as principals, should not be
on the negotiating team, though they should be consulted on a. regular
basis durimg negotiatiorns. The same holds true for the N

© superintendent. Even though its members are-not directly involwed 1n
" the process, the board can maintain control over negotiations by
. formulating a list of adminjstrative demands, establishing
- priorities, cargfully defining its team's authorlty and lllltatlohs,

. and ‘setting limits on length of negotiating sessions. The r
negotiations process consists of three-phasess plannlng (1nc1udlng
measuring teacher demandy in teras of cost, value to the educational
process, administrative fea51b111ty, and legallty), probing-
(ascertaining the position of the teachers! teanm), and persuasion’
(reaching ten*®tive agreements that will eventually be formalized in

the cormtracY). (LS) . . R )
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When a school board enters ‘into collecuve bargaming- vi‘ﬁ its tead’ners,

one of the most important decisions it will make concerns the selection of its ~
' " negotiation tean. 'I'he selection of team members is of paramount importance for

‘. two main reasons:' (l) the entire school system is 4influenced by the nature of the

agreement reqd\ed by the two parties; and (if the teachers will choose their most ‘

v - -
>

effective and articulate members to represent them at the bargining table.

T o~
—

: For these reasons, the board should organize a team that is best prepared

=

. to represent the board's point of view to the organized .employees. .
g 10y

" Teacher Advantages - .
- T

a e With the adyent of collective bargaining in public education and its

) . . . .
rapid growth, the teachers. enjoy certain advamrtages over the board and its administrators:
] . . * N s

1. _Pract'ic'ally' -every public school sy;stég. in America had an organized

"teacher group long before collective bargaining came upon the scene. In pfivate ' .

industry it took a century for employees to organize themselves and achieve their

- -
»

T present level of sophistication. This will not be-true among the teachers. They

1

alteady have an organized base to build upon. School boards have to prepare quickly -

Y

. . £
s - \ - . . . . N
- . . R N

for what lies ahead. - . p
. 2. Teachers are being advised and guided by powerful state and national ‘,;"
T ) organizations, Great sums of money are bgipg expended by these orgamizations to -

N -:

"A
- .
M make collective bargaining successful for the teachers. Board members and adminitrators
v 8 do not have iacéess to these rich-coffers. School bcard associatio‘ns and admingstrator

) - . .
_= associations must organize themselves more effectively. - i

m '. . * . . ' ' «
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3. Teachers are highly motivated in their collecg;ve bargalning

Every demand that is Brought by the teachers to the bargaining.table is of direct
and personal advantage and profit tosthe teachers.  They will joiﬁ Qnds to walk -

|
}

.the pickej’line. They will close ran&s to protect their members. Such unity can ).

bring great pressure to bear upon the board. ’ R v

5e

Boards Should liot Negotiate for Themselves

The primary reason that’the school board should not do its own
bargaining is that to do so removes the administration from a crugial involvement

3

with the staff. In order to do Lis job, effectively, the administrative staff

should be directly confronted by the teachers across the barga1n1ng table. Such

a process brings the administrative staff in direct contact th the suggestions

/Vr

and problems of the teachers. After all, it is the adminisfrative staff which must
_enforce and live with the final contract. AR |
i 3 - .
There is. another slant, also. Teachers negotiating directly with-the .

board might be construed to be a form of "bypassing" administration, generally
. . . . ‘ -

P

-an unsound policy. c 4

Antother reason that the board should not do its own negotiating is that i

»

¢ the board is the final, deci ion-making body of the community, but the teachers'

Vo ¢

the board at a disadvantage. Although the board is expected to abide Hy its f

‘ commi tments made at negotiating sessions, .the .teachers' team can always withhold

| : 1 v -
. ’

commi tments pendrné appfoval of some ot eriPogy._
.o . v 3
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School board members are‘busy peéple. 1f negotiations are entered iato
: 2
seriously, Bo;rd members will not have sufficient time to do an effective job.

On the average, about twenty sessipns are required to reach an agreemént.
N . N - ’ 3 \

_ Attending negotiating sessions is generally not a problem for the teachers.

They‘will be "available any time. As.a matter of fact, one tactic emp yed by unions
is to wear the opposition down through meetings. So whoever negotiates for ‘\\\\\
board dhst'ge available at all times. T . ) ’

. -«

s -
.. Also, more and more ‘teacher association negotiators are becdming

sophisticated spokesmen. Between local executive secretaries, Uni-Serv negotiators,

and state and national consultants, a wealth of:experience is being developed to

s

= help the teachers. As part-time, unpaid volunteers of limited term, board members

0

v

cannot be_expecteh-to be effective negotiators. Certainly in industrx.the board
of directors would not be expected to sit across the table with the union. Such

: Q. -

jobs are left to professionals in the company.

Selecting the Board's Team T ol

It is iﬁpossible to devise one board negotiating team which will work

in all school districts. There are too many varlatlons among school systems

LE- T

- [
———,

-~ “to do so. Regardless of.. the comminltv ﬁowever, several points should be considered -

L T >
in making up a team to%repzésent the board:
b

~

1. Outsidgﬂzangﬁitintsﬁshould be used when needed. In seeking outside
= .

K CON
consultant help boards shculd be sure fo -3t the right consultaat for the right job.

o

P
LS

If a school system has no experxenced negotlators and is negotiat’ﬁg;{gl_the first

— - e T —

-

time, serious consideri@ian\should be given to hiring a professiqpal negotia}pr--—

at’ least until the school system feels‘ready to do the JOb itself.

o

i
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Some school districts may hesitate to employ a professional negotiator

v

because there is doubt that such & person would.be familiar enough with the local

-system to represent it adequately or because professional negotiators are expensive.

- * - ~ -

As far as the first reservation is concerned, the negotiator's lack of
g

4

. ‘ faﬁiliar{ty with the local school system can be easily corrected by.detailgd

briefing sessidns with the school administration and the board. . "
' R .

As far as the cost of a negotiator is concerned, it is true that they
are expensive, but when one cunsiders the great experience they bring to a school

/district‘fnd the great amount of time they put into preparation and follow-up,
the eéxpense is understandable. Also, a small investment in an experienced

.

_negotiator can save a school system thousands of dollars in one year by avoiding

costly mistakes. b .

*

Part of the negotiations service of the Washington State School Directors'

P A}

Association is assisting local school districts in the location of competent

.. o

profe$§fbnal negotiators. Sharing the services’ of such a person with other

school districts can also be arranged through contract with the association. »

1 .

2. There should be only one spokesman for the team.- More than one

e . o
spokesman creates. the follgwing problems: P . .

a. Conflicts arise Bétwgeﬁnthe speakers. bﬁsinterﬁretations

.

:

arj regarding positions taken.

b..Moo much éross-discussion may arise between the two parties,

¢ making agreement a}moét impossible.

o C. The teamlmight have its posit}on_revealed,unintentionally or
Al

1

1

]

|

|
' at an inappropriaqe time. : .

. /
d. Several.spokesmen can reveal or create disunity in tre team.
) I1f the single spokesman needs to involve other team members,'this
. ~ “ - . . N
e generally slxuld be done in caucus. .
. ’

.
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3. The board!s spokesman should have a clearly defined scépe of -
éuthority and should know how far to go on any issue. When the chief negotiator

makes a éentative commitment, the teachers should be able to trust what they have
. FJ W

been told.u Anything less will undermine the negotiating process and weaken

) N . )
the board's position.

4, Middle management admiﬁistrators should not be on the team. This

1

includes building principal;, assistant principals, supervisors, guidance directors,

-~

department heads, etc. ot only might they, have their own negotiating unit, but

these administrators are too close to’the teachersi&n a daily working basis.

3

*Should they seryé on the team they might damage their effective relationship wiEh
their teachers. Also, thesg administrators doﬁnot have system—wide respOnsib}lities.
Team members for the board should have broad administrative responsibilities.

5. Even though. middle management administrators should not serve on |
the team, they should be consulted by the team on a regular basis during negotiations.

A -
This is particularly true of building principals. The majority of the contents of

any agreement have a direct or indirect bearing on tHe pnincibal's role. Such

’

consultation should not be limited to building princiéals, however. Any administrator

with specialized knowledge and responsibilities should be consulted prior to reaching

.
-~

an agreement pertinent to that person's field.
Y '
6. There should be at least three members on the team and no more than

five members. Less than three ;f’inadequate for an effective team. More than five

is cumbersome. o S . ' :
/

.

7.‘ 0n$ team member should serve as secretary. This is an important

' \ " A “, R
position. This person is responsible for keeping an accurate summary of tentative

agreements and of significant discussionms. Verbatim no@ég-hnd éape recorders /.

v '\W..v »

should not be used. Such records interfere with :gﬁﬁ

¢ » 7

freé flow of discussion.

Hha
s
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. 8. board's negotiating team shbuid be.givén necessary support.

g .

tive support. As a matter of fact,

To do less will needlessly

. B
——— e -

»

weaken- the board's position.

2

X o . ’ y
9. $School attorneys should not
and experienced negotiatorss - Otherwise, they should provide o

4

the board and its team and should review for legality final language of the L
agreement. 3\ N . . ‘
The Sdberintendent Should Not Negotiat - 5

The éiferintendent should certainly avoid being the spokesman for the '

1

‘board's négotiatﬂig‘team and, in most instances, should.not be a member of the feam.
This recospmendation is controversial among teachers, administ;ators, superintendents ‘

and board members. However, experience has shown that the school district

©

superintendent can bk/méie effective by delegating negotiations to someone else.

This position 1is taken for several reasons:. .
) 1. Thé.superintendent dbes‘qotfhave the time to be directly _ .
involved in negotiations. \ .
2. The superintendent's status car be damaged by bargaining directly 1

. ]
. with teachers. . ' '

- N

~

3. by Being directly involved in bargaining the superintendent can
alienate the instructional siaff, thus undermining his or her‘

o . ) \ .
. leadership role. ' .

i
1
|
|
di
|
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-The proper role of the superintendent is to advise the team and the board

during negotiations 'and implement the ag{gement. It may also be-necessary for zhe

superintendent to serve as a "healing" influence should disputes divide the district.

- ) .

Who ‘Should Negotiate? ' ' '

7 o oa
.
- ’

If superintendents, school board members, school attorneys, and middle- .>

management ‘administrators should not be on the negotiating team, then who should be?

»
* '

In school systems where there is a-large central staff, the negotiating team'should

-

be/made up of from three to five persons holding Qny.of the-following positisns: v .

assistant superintendent for gegeral administration, personnel director, curriculum -

- - . ~

director, business manager, or some other administrator or supervisor with district-

-

In many cases seriou3 consideration should be given to hiring a professional

negotiator as the chief ébokesman. In other .instances. boards will want to at least

-

obtain professional consultation. As mentioned earlier, detailed information regarding

(g = . .

such consultation is available from the school directors' association.

4

Small Districts Have Special Problems

v « IS

. <

. ‘ . .y A
In many school d%stricts there is a very limitéd central administration.

»

The superintendent in such districts may have only one assistant, and it may therefore

< -~ - e

be necessa}y to use a board member and/or the board attorney to make up A team. Again,
serious c¢onsideration should be given to hiring a professional negotiator. - The «

expense of employing such a person can be kept minimal by seYeral districts joining
>

together and contracting with the school directors' associatidn.for thé services of a

negotiatof. Such an arrangement might well bring a group of school boards\toge;hef

- .
<

in'ngeded unity. . .
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y Maintaining Control °

.

' writing its paraﬁeters. . ////// y a

‘3. Another way that the board ca:;éﬁ;ntain control ov

Even thoqéh members of the board are not involved in the actual barg;ining,
there are several‘ways that the‘board can maintain direct and indirect control

. over negotiations: - o

1. Before the board lets its team go into action, there should be
an understanding of the limitations under which the team must operate.
These limitations will vary from district to district. Regardless of

these variat;ons;'however, the board shdﬁld carefully outline in

2. A sécoqd way that the board can maintain indj;;@t control over
negotiations is to establish a priority of items,subﬁitted by the

teﬁé;;rs and items submitted by the board. . In this way the negotiating
s ‘ ¢ ~
team knows in advance which subjects are most important to thé~beard.

. L4

negotiations 1

is to prepare its own list of demafids which it will exchange for the

. /
demands of the teachers.’ A§ a general rule, nothing should be given
. y

away without getting something in return which will improve the school

system. I[n many instan!gs, unknowing but well-intentioned boards have ‘i
1 , g ~

given away the store Béforg they knew what happened.

“This does not suggest that if the teachers submit 67 items that

.

the board should submit 67 itemS in returm. But by being ready with

counterproposals, the board ﬂﬁy have\anippportunity in the bargaining

,

. / .
process to obtain an improgement that otherwise would be unobtainable.
» i f] -
/

|
|
1
|
|
i
; é
1
1
i
i
|
|

4. Negotiations cah alsio be controlled indirectly by the board through
- , . r

the establishment of cerfain deadlines. ‘Such. deadlines heip'expedite fjj

— > N

negotiatioms. For example: ‘ _ . .
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. T

a. A.limit on-the length of negotiating seséion§.

/

b. A deadline for the submissi®n of'tQEGherfdemands.
"c.”*A deadline fotithe reaching of an agreement. Y

' . .

‘d. A dead11ne for having a meeting when eigher party

- requests a meetiqg. » - n ,
X ‘ X -' s ! . , / /
Keeping the Board Informed '~ -« . ‘ .

- -
- i

- B ey . . .

Keeping the board informed should not present a serious’problem if a

system is worked out’ in advance.  The goal is to relieve the board and che superintendent

of the burdensome part of collective bargaining but still reserve all necessary control.

- ~

In brief, it works-Tike this: . ‘ A

e /" '
1. The board meets qith‘fhe negotiating team and the perintendent to:

v

discuss ground rules- discuss priorities; deveiop aL\iet of demands.
from the board; evaluate the demands of the teachers, “ndedef1ne the '

parameter limtts of the team. E . l. . S . .

¥

’ - 2. ‘From there on out, the negotiation team meet§*with,the'teachexs'

. - . - /a ! ‘
representatives and carries on.bargaining,‘reportiné.tp the guperintendent
before and after every'session. When .the negqtiatfpg_teaé\reaches e'

’ ! - . -4 s ‘ D
Iy . - - d ‘ 4 . B LY .

. ’ \ ¢
point where it needs direction, it stops,negotiat?ons on that .point

< A ' > 2
.

) and ‘consults with the superfntendent and the boafd. B

. N \
\ ¥

.
1}

ontinues wuntil’ the team comes to a tentative ;

3. The above process

.agreement which they can)
J 2 ' 4 \
J’"’(ﬁp . . -~ 4. The superintendent rec‘

. * public meeting. Although dhe board should be. ready: to ratify the

4

ends the agreement to the board at a | . \

- kY Vo -
- A >

ecommend\to the superintendent and the board ( \\1
"' agreement, there is still this one last chance, the board to e B

- M .
IS - - - - t .

exfrcise its final authority. .
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B. ?Iaﬁning, Probing and Persuasion fE~ : . ’ ’ .
. 2 )
& ) r " (’ . } i , * .
o ‘. . . ; “d ) ' A . . .
i P e - . P P R
- ‘ . 'The negotiations process- ¢an be divided into three phasest
/‘ \ B L. . Y, . .
Planning . . ‘ ‘. - - '
. e I3 ‘ /|’ ' ‘ * . ) g . I3 ’ * ‘ vj
. . Planning 1s‘tﬁe firsg/of these phases, not-only in time but perhaps ifr

.
| + '
S

“importance. The neéd for thorough and advance preparatipn requires special’emdhasisf
. [ . i 0
When should one commence preparation? The bromide 1is, still'worth repeating

b ’
..

”The day the agreement is s1gned.1s theotime Loy start prépardng for tHe next - contract

<

lnegotiatron. This means' such aetrvities as keepIng a record of contract clauses
L . . . K LN ¢

- o iy . . c s ' I -
which are not wbrking “out satisfactorily -and of grievarcés indicating need for- "/;,
. : . . ! ) o - st e . - N g
improvement, + ' ’ : . W .o ‘ o
. ‘ o cal, staté and national barga1n1ng developments should be studied. * #n
v e - Y T : ' ’

.effective two-way cOmmunicatiOns system should be developed.with the, bargaining unit

\\

.

members. As a?tetal result, it may be possible to krow well'in advance.what depands .

.
-

and problens are likely to rise at the bargaining.table. Boards‘may even be able to

influence and condition the thinking of‘!’ members of the teacher bargaining hnit.
® ff + When thé union proposals are finally received, good planping requires that

. - ~

they be scrupinized and analyzed thoroughly before the next bargaining session.' lt is ”
helpful to remember that the position taken on_any of these demands may have to be

) 4]
defended befoke’ a'fact-finding\panel searching for inconsistencies and weaknesses in’

’ the position of either party. Yardsticks to measure the union demands include:

. Y . “ . < * v,
Y .* . [ ]

SR ‘Cost. All dem s should be. thoroughly “costed outﬂ Often,cost

<

Anformation alone is\e

- \ Yo
* ' . "
v 1
R .

ugh to demonstrate the unreasonablcneSS‘bf\aq oy

. ) nnfbn.position. .. . l o . " R { ; ;”f T R e
¢ , i.’. . Z:T,Qalne;td theheducatgonal proc%ss. '?,;h ‘ k ,‘;fﬂ ' : . * ' 1
Lo Y Admi,nistrative feasibility, ° .. LT
: . . e N - " o
Teoo- y Y .4; Conflict with boarq policies, rules apd regulations. ' . -

- - . ‘e - -

-
- 4 ’ ‘ Y : . g . o
B . , y L . . . e . . e
A . . - . \ . - *
. - . .
. .
. P .
;
-
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5. Legality. . .

.

, ?-,; ;oL 6 Within the scope of negotiations (mandatory and nonmandzto§<i;/(v; .
o ¢ 7. ;

Should the dbmand be handled through ;h gxievance procedure :
. . . F
—_ i , T'< instead of in contfact negotiations? Sometimes inquiring may reveal -
o . PN R . v . ‘
R there has been nd situation. or incident 'to justify the demand. s

'/,' - . . 14

* PR ‘
o Management proposals to teacbers should also Be the: product of caxeful

’

E
>

i S
planning. They shoﬁld be based qn. sound reasdns. If they are'trivial they may be . '

/ .
o accepted by the union, and the union will then expect something in.return for a
A . TR S , »
" - concession the management did-not really want. ; i
. - Mt 3 . &
. S . *
. ‘ . 5 . . S
" o i . ° P A 2 - N

‘ Probing . « ) * - _,. b A L ) B . P - l,
> . e el - — . ¢ . T . < * - f N -’ s’

After propqsals have been submitted by both sides, the parties now enter

% 3

-

L]

the probing period Each'side is probing to find out the ultfmate position of the ‘31

other. Management may be aiming to’ settle for X but the uni:n may not succeed in
/s ' A

ascertaining this and'may be 1nduced to'settle for'X minus. On the other haad thev s

// . v

¥
* union'may be willing to settle for X but convince the management it must grahﬂ X ﬁlus.

gt ¢ 0

e

v -

If both parties are basgaining in good faith _ the positioné{which theyétake

- ’v’ .
in probing ‘objectives will bé accompanied by rEasons. It should be stressed that o }
. * q
i
l

v
& . 4
v ™ - ‘,' LY

an
bargaining in good faith does not reguire\making concessions.‘ It 4oes mean; however,"pm‘
. X ) P T, T . .
ul‘ making ‘Fincere efforts to Eind commdn ground for agxeemeﬁt. This'invnlves giving . -
. (- . ~ N o - ’
\ = L3 - : . . @ ¢ »

reasons for’ positions taken. which is usudlly.no prbblem.‘ e ‘l; : S TR

PR Y

'
-

: "}:'f.“ Each sidegis willing to taIk‘ab lengéh ;but very often thé difficulty is,
“ a/ L4 J - .
the I‘ability to iisten. The listener may be oniy half liStening because heﬂor she L

-

is ﬁ#eoccupied with preparing the next reply.,?Thus posSible clues ta: a compromi!e

set 13 ‘ S v '»”
may be missed. 'Theuaxt of-listnein bear% cultivation in collcctive bargaining aa
B " .
L ‘ . ya . »-r’“ ? p .
well as in other social rélatiohships" :j-, : ‘;'J‘n" R ?“‘,;”
[ » - e "q R . ,._.' R

° .

basic téchndques to consider are: " A R ‘.‘ T

. A, AT

e~ Tee e * K - . - s

, o A

- =" - “ - . .

o R .‘,,.,_._.:lf._x PR PR A . . R - . - R s ’ , P . . — -
0 -
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- ' 1. .Be sensitive to signs .and signals. ‘Often- what i said is not as -

. . r - % ¢ . " . -
. B important as Eow it i{s said. The absence of a key wor¢ may be ) ’
, | ] SRR
» significant. For g.x’axnple_, the union may stop demanding binding arbitration

. o ] . ’ . . .

i,' and begin to refeg simp}y'fto arbitration--- perhaps imdicating a: . ‘
: . " willingness to settle for advisory arbitra'tion.'

4 -

. \( B '2.P Observé the demeanor of all meibers of “the teache}'s' bargaining .

- committee. *The chief negotiator may be sp aiif\g éNgquently pn a

N * particular issue, but at the same time tﬁ_e rést of hi% committee m'ayt k
N ..
. ’ appear comple'te‘ly bc;;'ed or uninterested. ° ‘ o ' v ) -
r-'\‘/'B.‘ Deterdine, .b'y*,the abq;le an.d ot‘h;e‘r methode, the order of ‘priority )
PP : in the union deman'ds,'an.d procvee_d'j‘to tes-t this‘by"attém;?ing c% !9 .
. » eliminate ¢he less important Stess. T . \ .
N - ' 5. /lf 'it is pot\c_l.ear wh’et,her a demand ‘has bq,en‘ dropped, do not attempt .- .

*.  to ascertain its status by asking® if itvﬂhas _been',dwpped. Yhe union
. . ‘.’ . - l . .
committﬁe may héve political"reasons for ‘not*being able to drop the~

demand openly. An mndirect inquiry may be more tftful, such as : -

o |
. suggesting that all open, 1tems be listed by way of summary\—--thew |
| L

] |

|

omit the. partitular demand in questiap in’ your listing.

. .

1 -

The probing phas s will begln to move gradually mto the 1ast phase of the .
n‘egof.ia‘;ing ptocess‘--—-xhat}ﬁ\ersu ion.

€

Persuasion
———r——

.

L

. d
away more than one should with a flat yes. ’ tes't, of,the negotiator is the abilit)f
° * « ’ - \
i

- . ,

.-
Lry

to wdvrk out and persuade acceptance of reasonable coq)ronises. - AR
what doe; ‘this reqiiize? AgaIu the need for tho:ough and advanced planning ‘

-- m: be xt:essed. The. -anagenent tean must Nave an lntinte _undek tmdingd/ f the .




Preparing for Negotiatfons

.

. T T .. -
. ”r*% . i}
-issues involved in ordétfto perceive the heart of the problem. Some techdzques‘

’ , S/
- t . Vs
and cautlons which mus / be considered include: . ////“.
E ] -
. . - [« = - : % : B

‘ 1. Successful persuasion "is facilitated by package offers. 1In

™

way,'wheg a concession is made, attached to it is the conditi6tn that
g . . 1 -

. othet'telated‘demands be dropped or modified. This is helpful 1% guiding

the other side, so, that-it is less likely_ to drop demands wheré there
. - . . . . 8"
. ) / is room fo} compromise while retaining demands where there is no such room.
. ,0_ * [ e . s . - 4 ~ . )
W T In addition, one can more easily avoid the situatign in which, after-all. 4

- i - » *

couce551ons have been made, there ate a argg numbet of sues stil%s‘h,v,,.,\ sy
| e - ?\"
* []

unresolved.

2. 1f an impasse is reached on a given issue, it is adgisabie to

LN

. . , v ‘ T ’ "
e e » profeed to some other issue rather-than 'to belabor the point, Later, i 1
. S EY - - . . .
< . i
. . . ]
. |
J
)
1
1
|
\
J

the time ma} be more apptopriate for reaching agreement.

- ‘L ] 3? Reduc; tentative agreements to ,;:l;iting’ptomptiy; but \check with -
, , o .

’. T ‘ _ your attorney befogé sigaing. Aéreements "in ptincip&e" may Lurn,éut '

. notito be ag;eemégts at all. As a co;bllary:it‘ghould be clear that = §

. - . . ‘ . ) ’ : IS |

o .’ agreements' are tenéative, subject to final Qgteement on the entire R :

. . . . .
. s 7 - . S

'packgge. L “ ce o - - ‘ - .
’ o 4.. Tﬁink affirmatively. Sometimes it'uay appea; ‘almost imposs(bfé .
toggain-acceptance gf a posxtxon one is trying to advhnce. In collegtive
' batgaining, Lowevé;,’one can never tell what the other side»may(aecept ' L %
\ ) Ii\ eventJéLly. &g it Jds pt;sented with,persistencé and quvictfqP. UP;er'ng SN é
n - citcumstaﬂces should one‘(pass‘the buck" b; biaming a sgperibr for a‘

re
P

osltion one has to take. Such a posture simply results in loss of - . o

L4

act by the-other side.

¢




ARG

Preparing to Negot iate

o~ ;“ ,' B ) . ) .

! i} P ‘ ’ ) 1’ ‘
. . < 5. Try to avoid encfii;g' a ;egotiéging :seésion with either all % ‘
negative answers *r all affirmative answers. A good mix of‘'both »
. contributes to.pn‘:"‘gress toward se,'Ctlemexlxt".
) 6. ' Remain®*calm. /Emotionalt$sm ( as distingu'ilshed t;l:om its - s
© ' simulation )f has no place in negotiations. - v -

< . g . .
. N [ .

’ 7. Do not play the "humi:er's_ game" by feeling obliged to make substantial

. -

concessions simply because, the union drops a substantial number of
. A .
/ . L .

demands. Chances are the.anion had teo many demands in the first place. .
. f o o
. : N . . r -t . . .
.":"’*".-.-1 YN - The final phase of"the persuasion stage will find both parties in a - L
] Py \ N

-settlement, mood, each reasqifably sat1$f1ed that all~ p0551bilitles have been explored.

° N -

Preferably the final- prop #1s will come from 'the union.. .‘If mdhagement must make

\ - .

the final prdposal, ‘the un may try to g,et”something more. If this .is done with

authority, the union com ge should be sat ed that it "left norJﬂng/on the table.\' /

. -5,

. N E L
There is a currds trend toward membershlp meetlngs reJectmg recomendations

-

AP of the committee should be required to.sign a-men;orandum

v

ions are terminated. This will help to aésurewt‘hay will* "

all do their best to gai In'addition, it may be helpful to
'prepare a detailed sum .. . 35 the settlement to be distributed at the teachers' ‘
4
alssociation n'l%e&ing. . /' | .
- . . N ¢ I'd . .
¢ . . -
. R .
. « ’ N Y -
n/. . )
- . < - . . . “
. © . i . N -
N b ‘_“‘ ‘ o €, ‘
L) ":‘) . ‘\1; ) ’l,
¢ ) o e
. Q » ’ . . s *
Coe ] ‘ g;' ’ .}
MC b e i .
t \ v .
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THE -PROCESS OF NEGOTIATIONS '

“ A The First Meeting

- '
At the first negotiation meeting, ground rules must be established for

the bargaining sessions. 1f the-digtrict has no rules, or if the omes it has are

.

-
unmanageable, sample guidelimés which have proven effective are available and can,

be adapted to fit eacn local situation. ~ . R
" - !
% The ground rules should set a regular time for the bargaLning sessions.
. ~
Generaily negotiations should be conducted du:lng regular school hourg. Let- the .
' -3 i tz:,':f-i; -4

union pay for their negotiators time, which will help expedite séth%meﬁEt There .

»

should also bé a time limit for these meetings. However, the team members should
- ..
be flexible in this area. If a long_period is requiréd because it .appears the *

parties are moying closer, they should stick’ it out to resolution.

- <

Don't get held up on where the teams 'dre going to:meet, Justfas ‘the

‘
. ~

relationship.of management. and their employees varies from district to district,
rd A -

% . s 3

so does  the ij:j::gsce of.}he_location of the bargaining sessions.

. R .

Set tentative schedule of meeting times and places, but again be N

flexible if cancellations become necessary. By establishing a tentative schedule,

v

* the negotiators can arrange their schedules witH their other duties and can develop

r

a reporting system uith the admin1stratibn, the commpnity and the board.

<

o

< . l"

v Members of the negotiating team should make an effort to always be on time.

-

This shows sincerity om their part to Bargain 4n‘good faith. , As the board's team,

¢ / .

. they represent the district and should aet aécordingly.

»

‘Introductions are in order at thk’fitst meeting;so'that thé members of

‘ § 2
both teams cant q%; to know one another on a first -name basis. The board' 8, team

0 +

should identify*their chief spokesman and state that, they have been given the

luthority to negotiate fof the board of direetors of the distrtct. i

X .
4 - vm . - n
. . -5 ~

f
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~e

R, S

{ . The board's team should state their understanding of who the other team *s

organization represents and "should recognize thejr organization as the exclusive
i ’

bargainxgg agent for those employees. Both teams must have the authority #to enter'

i
into tencatlve agreements. If the teachers' negotiators must run back to a representatjve

13

assembly OT an exetutive board,before tentatively agreeing to anytﬂ\&gq\ﬂeftfjftions
) N L

will be a waste cf time. N

The parties should also have an understand;ng about the size of the
* ~ /f . - -

bargalnlng teams number of observe:s.and.rele351ng informatien to the press and
£

-,
. public. ;;5 t{g_yg[r wlth a joint press. .release agreement Each party .

] .. l_ N

N

should jlimit its members "at the’ bargaining table to "from three to five® Any more

than this becomes overwhelming and at times uncontrollable.

Also, the number of observers should be limf'ted so“that negotiations

1 . A
aren't being“held in a "fish bowl™. ' If an issue requirgs a person with expertise
v ) . ) -

to attend'the;meeting, this should berallowed. Or if training and a more compreﬁensive

unders tanding of the process is needed by either side, allow those observers to attend.

R . 8
P R ‘
. -
< .

Basically, try to work together in a confidential relationship.

. .A(CﬁECKLIST FOR ANALYZING TEACHER ORGANIZATIQN PROPOSALS

-
I3

5

d--Isfit(educationally sound and supported by conclusive research?

~—=1s 1t needed? i &

4 .~

---Is it negotiable (mandatbrf or nonmandatory)?

-}-Does it subject private interests to the larger public interest?’

---Does it avoid the potential fot conflicts of interest?

-—Doés it involve someonelelsp's job‘desctiption?

‘ -

1

|

|

’ |

. -=-How would it affect other employees? : - .%
|

.

»

-—Does it violate management rights?

* =—Can it be admintstered fairly and efficiently? b}

. - - - -




L]

~--Does it comply with exiSting law im”letter and in sptrit?

, The Process of Negotiations e . ‘ Page 17

~
[l
. .
\
. oA

] N .

—-Does it comply with board policy and practice? ;///

»

—-What precedents would it establish?

—--What would it cost?

zDoes the teacher organization offer a.dgggzgiijimprovement in |
Qgrvices to pupils commensurate with this benefit asked?

--AQ?n its positive and negative effects be mgasured? : -

-—1Is it t6 the individual employ2é's benefit ratner than to the
organization's.benefit? . .

---Dpes it encourage experimentation and innov§tion? , e

-—Does it acquire any cumulative, multiple, or new effects when '
considered with other proposals?

-—Are its intents clearly stated?

- . ‘.‘

;t—Are:all definitions .perfectly clear? e e ) ”

[ ]

——-1f it passes the above tests, could it be written bettef in more
precise language?




